Public reporting burden for the collection of information is estimated to average 1 hour per response, including the time for reviewing instructions, searching existing data sources, gathering and maintaining the data needed, and completing and reviewing the collection of information. Send comments regarding this burden estimate or any other aspect of this collection of information, including suggestions for reducing this burden, to Washington Headquarters Services, Directorate for Information Operations and Reports, 1215 Jefferson Davis Highway, Suite 1204, Arlington VA 22202-4302. Respondents should be aware that notwithstanding any other provision of law, no person shall be subject to a penalty for failing to comply with a collection of information if it does not display a currently valid OMB control number.
. WORK UNIT NUMBER
PERFORMING ORGANIZATION NAME(S) AND ADDRESS(ES)

Introduction
This is a guide written to help a newcomer in the Washington arena understand how to navigate the bureaucratic politics of Congress.
Many people think it is a highly formal process That groups of decision makers carefully examine all the opfions. That the best option is always chosen.
Not so. Most ot the process is informal. Most of the lawmakers have little time to examine all the issues, much less the options. Most of the time the best option is chosen.
But not always.
As Federalist No. 62 slated above, good government is two things: keeping the people happy and lawmaking, This statement is still true today. [,earning how to do both at the same time is a key lesson for doing business on Capitol l t~iil.
This guide is wriltcn in the form of ten commandments to successfully deal with the bureaucracy and politics of Congress. Flow these commandments apply to real life will then be demonstrated in some r~ent legLslative cases. Both the commandments and the cas~s are based on interviews with senior military, officers responsible for day-to-day liaison with the House and Senate. The cases involve recent examples o1 how the bureaucracy and the politics of Capitol Hill can be successflally overcome. They illustrate how the ten commandments can be applied by showing how disruptive olficer end-strength legislation was changed and how an A6 Wing Improvement Program thai was deleted was reinstated.
Commandment Number One: Make No Enrmies
You see it all the time. "l'he same Con~es,~men who jtL'Ct a few hours earlier were trading sharp pofitical attacks on the House tloor are now having a grea! time together at a local dinner. "/'hey may have different opinions, but they're not enemies. You've got to create contacts --hicnds --long before you ever think you need them.
"llaat takes work.
Start by paying a call on all the key people: Congressmen, Senators, "_at a_ d _th_e__' a" s _t,~s.
Follow up with a note of thanks fi)r their time. Attend gatherings where these people may be present and make a point to say hello to them all. Respond quickly with any request they may formally or informally give you (keep the military liaisons informed).
Years ago the Navy ¢,)ffice of Legislative Aftairs (OI,A) set up ship tours for some Congressional staffers. As is the norm, many of the staffers were very young --some just out of coUege.
An irate ship captain gave OLA a call after one of the visits asking why he had to spend two hours giving a tour to "some young kid in tennis shoes." ['he answer was that the Navy always needs friends and even young staffers need to be exposed to the rigors of Navy life. Today that young staffer is slill around. Now, however, he is a senior professional staff person on the House Armed Services Committee. He still remembers the warm hospitality of his first ship tour. He has over the years been a big help in solving legislative problems. 2
Friends: make them long before you need them.
Commandment Number "lhree-Network All battles start at the staff level. You must try to win there because they draft the bills. If you have friends in the drafting stages (you networked well), sometimes a single phone call will solve your problem.
The staff trick ks that in all probability, you heard about a legislative problem through another staffer. We're back to the informal, person-to-person communicatiotts that are so important. You must have first 'established yourself on the staff level. Then you can use it to win your battles.
Staffers --from the young kids in tennis shoes to old veterans of decades --are the key. They are well worth your time anytime --particularly betbre you need help.
There may be tim~ when you will need to jump the staff" because they don't support your position. Remember to keep them as friends when you do. 'lhe A6 case study at the end of this guide provides an example of how this is done. 
Commandment Number Nine: Plan Ahead
Lay your groundwork "ahead of time. Plan ahead. Develop your networks early.
Create a formal plan that targets pressure points and potential pressure points.
At the end of this guide are OLA examples of planning ahead. 6 Included are parts of a master strategy to tell the Navy's story. This plan has two sections. First it identifies major issues and then sets a program in place to brief these issues to pressure points. Second it identifies naval events that can be used in assisting Congressmen/Senators to better understand Naval issues by personal observation. Seeing a sailor in action on the deckplates ks much more memorable than a video presentation on Capitol Itill.
A long range written plan ks crucial to the success or a program.
Commandment Number Ten: There Are No Real Commandments
Remember that informal communications are the key to success and effectiveness in
Congress. In that regard, there really are no rules that are valid in every, situation.
Rules are for formal debate on the [louse and Senate floors. They are not for dealing with people. In this area personalities reign supreme. You must communicate in whatever manner necessary with these pen'sonalities. The commandments apply most of the time, but not all.
Every personality is different. Each piece of legi.~lation has different players. Having laid the groundwork, mold your approach based on the people involved, the political atmosphere of the times, and how impo 'rtant the issue ks to you. Not all are number one priority, l~ureaucratic politics demand custom made approaches to each goal or problem.
You will win on Capitol llill by being a friendly player in the give and take process of communicating. The system may not be perfect, but it is still one of the best systems on earth. Don't fight it --join it.
Case Study One: Naval Officer End Strength
While the Defense Appropriations Bill for 1992 was being marked up in conference committee, the friendly network or contacts established by Navy liaison officers paid off.
rI~ough a weekly, routine "how's it going" call to a professional staffer on the House Armed Services Committee, the Navy learned that additional language was being added to a bill that would prohibit any reductions in the number of service medical offict.~, while, at the same time, separate language in the bill directed significant overall officer end strength cuts.
This information was passed to the Bureau of Naval Personnel where quick stttdies indicated that by exempting the medical community,, an unplanned additional 300 line o[ficers would be forced to be involuntarily separated. If the medical officers were exempted, the Navy needed to have the overall officer end strength increased by 300 if there was to be an orderly draw-down in numbers.
The Chief of Naval Personnel and the Chief of I,egislative Affairs met together and developed a plan that would request an increase in the 1992 officer end strength currently being established by the Defense Appropriations Bill. Key staffers, Congressmen and
Senators were identified, a simple brief devcloped to explain the Navy position, and liaison officers went to work on making calls and setting up appointments. These calls were easy to make because the officers had good working relationships with both the professional and personal staffers.
On the Senate "side, one call was all it took. Alk, r a liaison officer briefly outlined the Navy's problem on the telephone, the Nenate Armed Services (~ommillcc staffer said he would take care of it on his end. fie agreed there was a problem, and he agreed with the Navy's solution, tie promised the olTtcer end strength would be increased on the Senate side by 300 --no need for a meeting or a brief. The numerous trips this staffer had taken to naval ships and facilities, and the frequent calls and updates given him by liaison office, had laid a foundation on which he could easily see the problem.
On the House of Representatives side, more work was needed. First Bureau of Naval Personnel briefers met with professional and personal staffers to get them acquainted with the problem. Some agreed with the Navy's proposed solution; some were non-committal.
The next step was flag level briefings to Members themselves. The Armed Services
Committee Chairman and ranking minority member were briefed f'trst. Then the problem was presented to several others who were concerned with personnel matters, qqae Secretary of the Navy, as planned, brought up the issue in an informal manner with the Chairman at a social gathering. Several questions that were posed during the staff and Congressman briefings were all answered in writing a few hours after the brief'rag.
The result was that in a period of just several days the Navy was able to increase officer end strength by 300 in the 1992 Defense Appropriations Bill.
So what Commandments applied here? All of them.
Had the liaison officer not worked for months at ca'eating a network of friendly contacts, and had he not just as a routine nature called around to keep his contacts, he, and thus the Navy, might never have realized the medical restriction was being added to the Bill.
After the conference committee mark-up, changes would have been almost impossible.
The plan to increase end strength was a plan that started t'~t at the staff level and then worked its way up. It targeted the pressure points that were key influences on the legislation.
Friendly briefs were conducted to even hostile opponents. 'l~e plan was thus successful. It was based totally on the personal contacts built up through briefings, trips and social events.
It was based on a thorough knowledge of how bureaucratic politics work. There is generally a way in which everyone can accomplish their goals if the facts are presented in a correct manner. 7
Case Study Two: Reinforcing the A6 Wing
In the 1992 President's budget, the Navy requested several hundred million dollars to upgrade the wings of A-6 Attack 13omb<rs (Intruders). During House Armed Services
Committee mark-up on the 1992 authorizations, a Navy liaison officer discovered that this entire line item was being deleted.
After several phone calls to well-placed contacts he learned that this deletion was the result of the personal efforts of a senior Armcd Services Committee staffer. A friendly phone call to this staffer revealed that in tact the he was the one responsible, and he had persuaded several of the Committee members to his reasoning.
The Chief of Legislative Affairs for the Navy quickly held a meeting and a plan was developed to first try to change the staffer's opinion, and failing that, to appeal directly to the
Congression',d Committee Members themselves.
A friendly brief to the staffer was well-received but failed to change his mind. To keep matters friendly, the briefers asked if he would mind if the Navy presented its case directly to the Congressmen. 'llais consent was not required, and the staffer knew it, but the courtesy of asking was just another step in keeping relations friendly.
Flag level briefings were then given to the ranking minority member, the Chairman, several committee members, and the Congressmen whose districts would stand to gain by the employment opportunities involved in the wing rework. Private industry lobbyists were concurrently conducting their own meetings with the same lawmakers.
Each briefing was different, based on the known concerns (buttons) of the Congressman. Some were formal with slides and written remarks. Some were just sitting around a coffee table with no notes or handouts. Some lasted five minutes. Some thirty.
The Secretary of the Navy and Chief of Naval Operations mentioned the subject at several social gatherings. Follow-up letters were sent to each Congressman after a brief or interview.
Committee members were persuaded by these meetings to change their positions.
The end result was that the A6 wings were reinforced. 8
The lessons learned in this case were several. Networking f'u'st uncovered the problem. A friendly working relationship discovered the source. A plan to protect the line item was developed that started first at the staff level. Keeping a friendly atmosphere, briefers and Flag Officers then moved It the pressure points. They talked u) key players in ways that appealed to those Congressmen. They tollowed through with letters answering additional questions. "lqaere were no hard feelings created with the staffer whose objections to the A6 wing program were overridden by the Congressmen who voted. Bureaucratic politics were understood from the beginning.
Conclusion
Working with Congress moans undc~rstandin[3 its bureaucracy and its politics. 
